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“Synopsis”Since　the　dramatic　growth　of　Asian　economic　power　in　the　1980s　and　90s，　particularly　in　Japan，　NICs
and　China　and　increas輌ng　numbers　of　the　foreign　direct　investment　from　developed　countries　in　the　region，　many
westem　researchers（e．g．　Hofstede，　Redding，　WestWood）have　started　to　examine　the　relationship　between　national
culture　and　managementl，　in　an　attempt　to　identify　the　kind　of　cultural　factors　embedded　in　Asian　countries
leading　to　their　industrial　success．　In　this　paper，　the　issue　of　leadership　betWeen　national　cultures　with　reference
to　power　relations，　decision－making，　loyalty　and　the　concept　of‘‘leader”and　“manager”will　be　explored　Two
East　Asian　countries（Japan　and　Taiwan）were　selected　to　ascertain　whether　or　not　their　distinct　cultures　yield
different　leadership　styles．　A　case－study　methodology　was　adopted．　Research　fieldwork　was　conducted　in　two
trading　companies；one　in　Japan　and　one　in　Taiwan．　The　main　vehicle　of　data　collection　was　the　face－to－face
interview．　Twenty－five　individual　interviews　were　conducted　in　each　firm．　The　present　research　revealed　that
national　culture　does　have　a　certain　impact　on　leadership　style　conceming　the　fbur　categories　mentioned　above．
The　contribution　of　this　research　is　not　solely　restricted　to　leadership　literature，　as　it　also　encompasses
CrOSS－CUItUral　management．
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61．Introduction
Globalisation　has　resulted　in　the　creation　of　more　and
more　multinationals　and　hybrid　companies，　generating
increasing　opportunities　fbr　people　to　work　with　those
廿om　different　cultUral　backgrounds．　In　order　to　make
an　organisation　fUnction　efficiently　and　be　competitive　in
the　global　market，　it　is　vital　to　consider　human　issues
inside　the　organisation，　since　the　fate　of　the　organisation
is　largely　determined　by　the　interaction　of　human　beings
within　it2．　In　other　words，　as　the　dealing　with　human
resources　is　regarded　as　a　crucial　factor　in　managing　an
organisation，　increasing　attention　has　been　paid　to　issues
conceming　leadership．　As　Spinks　and　Wells3　indicate，
‘leadership　is　the　heart　and　soul　of　an　organization’
（p．14）．However，　leadership　is　not　an　easy　issue　to
consider　because　it　takes　on　many　forms　and　tends　to　be
influenced　by　the　environment4，　which，　in　t㎜，　is　heavily
infiuenced　by　cultUre．　The　culture　which　affects
leadership　　style　　can　　be　divided　　into　　two　　types：
organisational　culture　and　national　culture．　In　this　paper，
we　would　like　to　fbcus　on　national　rather　than
OrganiSatiOnal　CUItUre，　SinCe　‘［an］OrganizatiOn’S　CultUre
is　powerfUlly　influenced　by　the　national　culture　of　the
country　in　which　is　it　located’5（p．368）．　As　other
researchers（e．g．　Hofstede6；Tolich　et　al．7；Pellegrini　and
Scandura8）have　stated，　different　national　cultures　result
in　different　management　styles，　which　in　turn，　lead　to
different　leadership　behaviour．　Hence，　in　an　era　of　such
dynamic　globalisation，　in　order　to　make　the　most　of
human　resources　in　the　organisation，　it　is　necessary　fbr
leaders　to　have　a　good　level　of　understanding　of　the
relationship　between　national　culture　and　leadership．
The　organisation　of　the　paper　is　as　fbllows．　Firstly，　the
literature　review　begins　with　the　general　definition　of
leadership　and　cultUre，　befbre　going　on　to　provide　a　brief
introduction　of　the　key　elements　which　comprise　the
culture　of　both　Taiwan　and　Japan．　The　relationship
b twee leade ship　and　those　two　specific　cultures　will
be　investigated　in　terms　of　power　relations，
decision－making，　l yalty　and　the　differentiated　concept
of　leaders and　managers．　In　the　next　section，　the
methodol gy　employed　in　the　paper　will　be　detailed．
The　data　f士om　the　interviews　which　relates　to　the
obj　ectives　of　the　paper　will　be　critically　analysed．　The
conclusion　and　su gestions　for　fUrther　research　will　be
presented　in the　final　section．
2．Literature　Review
2錫1Leadership
The concept　of　leadership，　although　in　existence　f｛）r　a
very　long　time，　has　only　been　approached　scientifically
since　the　mid－twentieth　century9．　Even　today，　however，
it　is　still　di　ffi　cult　to　find　one　universally　accepted
de∬nition　of　leadership　lo．　The　main　reason　fbr　this　is
rooted　in　the　meaning　of　the　word　itself　As　Jandall
points　out， the　word‘leadership’has　not　been　precisely
defined　when　used　as　a　technical　term．　The　vagueness
of　the　meaning　of　the　word　allows　scholars　and
research rs　in the　field　to　interpret　it　in　whatever　way
suits their　own　research　　interests．　　　Consequentl）㌧
leadership　has　been　defined　by　different　people　in
different　ways．　For　instance，　it　may　be　defined　asl‘the
beh viour　of　an individual　when　he　is　directing　the
activities　of　a　group　toward　a　shared　goal’12（p．7）；
‘interpersonal　influence，　exercised　in　a　situation，　and
directed，　through　the　communication　process，　toward　the
a廿ainment　of　a　specified　goal　or　goals’13（p．24）；‘the
process　of　influencing　the　activities　of　an　organized
group　toward　goal　achievement’14（p．46），　and　so　fbrth．
Howeve ，　most　ofthe　definitions　of　leadership　involve‘a
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social　influence　process　whereby　intentional　influence　ls
exerted　by　one　person　over　other　people　to　structure　the
。、ti。iti，，　and　rel・ti…hip・i・・9r・・p・…g・nizati・n’15
（i）．3）．B・f・・e　tU・・i・g　t・1・・k・t　th・・el・ti・n・hip
betWeen　leadership　and　national　cultUre，　it　will　be　usefUl
to　address　certain　significant　concepts　ofnational　culture・
In　the　fbllowing　sections，　the　term‘culture’is　used　to
re　fer　to　national　culture．
2－2Culture
As　with　the　term‘leadership’，　there　are　many　different
de価tions　of　culture．　Kluckhohn　i6　defines　it　as
‘．．．pattemed　ways　of　thinking，　feeling　and　reacting，
acquired　and　transmitted　mainly　by　symbols，　constltutlng
the　distinctive　achievements　of　human　groups，　including
their　embodiments　in　artifacts；the　essential　core　of
culture　consists　of　traditional　（i．e．　historically　derived
and　selected）ideas　and　especially　their　attached　values’
（P．86）．K…b・・and　P・・s・ns17　d・fine　cul皿e　a・
‘transmitted　and　created　content　and　pattems　of　values，
ideas　and　other　symbolic－meaningfUl　systems　as　factors
in　the　shaping　of　hulnan　behaviour　and　the　artefacts
produced　through　behaviour’（p．583）．　From　the
different　definitions　of　culture，　there　appear　to　be　strong
links　between　culture，　values，　national　character　and
historical　factors．　It　is　di伍cult　to　explain　which　factor
has　the　most　power　to　influence　other　factors　becaUse　of
the　close　interrelation　of　these　tems．　However，1t　may
be　seen　that　people　who　are　in　the　same　cultural
environment　share　the　same　historical　background　and
values，　which　in　tum，　shape　the　national　characteL　For
instance，　according　to　Uenl8，　Americans　value　equality，
achievement　and　fヒeedom；Russians　value　loyalty，
respect　and　sincerity；and　the　Chinese　value　filial　piety，
high　of丘cial　positions　and　authority・In　this　paper・culnlre
refbrs　to　national　culture，　and　it　also　assumes　that　people
within　the　same　culture　tend　to　share，　to　a　greater　or
1esser　degree，　the　same　character，　i．e．　the　national
character．
Hofstede’s（1980a）study　of　culture　assumes　that　cultures
in Asian　countries　are　very　similaL　However，　this
as umption　may　be　challenged．　The　culture　of　Asian
ountries may　have　been　derived廿om　the　same　culture－
in　the　same　way　that　westem　cultures　have　been　derived
廿om　a　Graeco－Roman　culture－but　are　now　qulte
distinct　f壬om　each　other．　Let　us　take　Chinese　culture　as
、n，x・mpl・．　Acc・・di・g　t・Ch・ung・nd　Ch・w19，・・a
result　of　the　diversity　of　the　political　and　economic
situations　over　the　last　hundred　years，　the　cultural　values
of Chin se　people　in　Mainland　China，　Hong　Kong　and
Taiwan　are　slightly　different．　For　instance，　in　China，
afモer　l　949，　the　govemment　of　the　People’s　Republic　of
China（PRC）isolated　itself　from　other　countries　fbr
appr x m tely　thirty　years．　During　this　period，　they
used　the　Culture　Revolution　to　shape　people’s　way　of
thinking　by　eliminating　several　Chinese　traditional
religions　such　as　ConfUcianism，　Taoism　and　Buddhism
廿om　the　culture，　and　changed　the　Chinese　characters　into
simple　Chinese　 hafacters．　In　Taiwan，　ceded　to　Japan
㎞1895and　under　Japanese　nlle　fbr　approximately　fifty
ye rs　under　the　Treaty　of　Shimonoseki，　the　Chinese
culture，　including　its　language，　was　partly　Japanised．
After World　War　Two，　the　Japanese　retreated廿om
Taiwan，　passing　it　on　to　the　Kuomintang　（KMT）
gove㎜ent，　and　the　Chinese　cul血re　recovery
P・・9r・㎜・・t・t・d　i・19462°．1・iti・11y，　th・n・w
government　focUsed　on　language，　in仕oducing　mandarin
and　bamed　Japanese　and　Taiwanese　in　order　to　establish
strong　basis　on　which　to　allow　the　Chinese　culture　to
　flourish．　They　then　reintroduced　traditional　Chinese
val s，　such　as　ConfUcianism　and　so　on，　through　the
f（）rmal　education　system．　Such　policies　did　contribute
con iderably　t 　the　maintenance　of　Chinese　culture　in
Taiwan．　Up　until　today，　the　people　in　Taiwan　still　use
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8traditional　Chinese　characters　and　teach　the　thoughts　of
ConfUcius　f｝om　elementary　school　onwards．　As　a　result，
Taiwan　maintains　the　core　of　traditional　Chinese　culture．
Hong　Kong，　on　the　other　hand，　which　was　a　colony　of
Britain　from　1989　fbr　ninety－nine　years，　has　been
influenced　by　westem　culture　and　thought，　leading　to　a
hybrid　culture　which　bombines　eastern　and　westem
perspectives21．
2－2－1Chinese　Culture
Chinese　culture　is　an　integrated　culture（owing　to　its　long
history）enj　oying　a　great　deal　of　variety（owing　to　its
geography）．　Yet，　the　most　significant　philosophy　of
Chinese　culture　can　be　regarded　as　ConfUcianism，
consisting　of　certain　important　principles，　such　as　zhong
（loyalty），　xiao（fnial　piety），　ren　（human　heartedness　or
benevolence）　and　so　forth．　Loyalty，　in　the　Chinese
context，　tends　to　be　used　to　refer　to　the　relationship
between　the　individual　and　the　country．　This　means
that　people　must　be　loyal　to　their　king　and，　in　turn，　be
loyal　to　the　country．　　Filial　piety　refers　to　the
unquestioning　respect　of　sons　and　daughters　to　their
parents　as　recognition　that　their　coming　into　being　was
due　to　them．　In　ConfUcian　ethics，　the　concept　of　family
is　very　important　because　it　is　recognised　as　the　basic
element　of　society　and　is　also　the　first　place　fbr　the
individual　to　explore　and　to　lean　how　to　deal　with　human
relationships　and　hierarchical　power　relations．　1～en　can
be　translated　as　human　heartedness　or　benevolence，
depending　on　the　situation，　such　ambiguity　being　due　to
the　absence　of　a　clear　definition　of　ren　in　ConfUcian
philosophy．　However，　the　central　idea　of　ren，　according
to　Westwood22，　is　that‘people　show　consideration　fbr
others　in　recognition　of　their　humanity　and　of　how　their
own　behaviour　would　be　experienced　if　directed　at
themselves’．
Another　important　moral　norm　of　ConfUcianism　is　w
1協（Five　C rdinal　Relations）．　励1〃〃defines　five
different　hierarchical　power　relationships　between　people
and　also　provides　the　rules　fbr　people’s　behaviour　in
Chinese　society．　They　are：the　relationship　between
sovereign　and　su句ect，　between　father　and　son，　between
lder　brother and　younger・brother，　between　husband　and
wife，　and　between　fhend　and　f錐iend．　The　role　of　the
person　in　a　lower　position（i・e・su句ect，　son，　younger
brother　and　wife）is　to　obey　and　to　pay　respect　to　the
person　in　a　higher　position，　and　not　to　challenge　their
authority．　Conversel｝～the　person　who　plays　the　role　in
ahigher　posi ion　 hould　look　aRer　the　people　in　a　lower
position．　Suc 　reciprocal　relationships　maintain　the
h rmonious　balance　of　the　whole　society　If　someone
does　not　play his　r le　properly，　he　is　regarded　as　immoral
a d　 　harmony－breakeL　　　Since　ConfUcianism
emphasises　the　importance　of　hamony　and　morali厄
ei her　the　harmony－breaker　or　the　moral－breaker　will
s ffer　rigorous　punishment廿om　the　community　As　we
c 　see，　wu　lu〃not　only　establishes　hierarchical　power
relations　to　educate　people　to　play　their　role　properly，　but
also　reinfbrces　the　patemalistic　system　in　Chinese
SOClet》た
U til　today，　the e　concepts（i．e．　loyalty」filial　piety，
human　heartedness／benevolence　and　wu　lun）have　been
rooted　deeply　in　the　Chinese　psyche　and　have　been
d・・ely　ass・・i・t・d　with　Chi…e　ni・n・g・m・nt・tyle2；．
2－2－2Japanese　Culture
Japanese　cultu e　is　based　on　groupism，　the　two　essential
conceptUal　elements　of　which　are　the　concept　of　ie
（househ ld）　and　mura　（village）．　　．According　to
Hayashi24，　ie　is　‘like　the　state　or　the　official　political
party　in　a　totalitarian　system．．．．［and　it］demands　the
sacrifice　of　self－interest　to　the　group’s　welfare’（p．68）．
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Mura　is‘another［te㎜］o丘en　used　in　talking　about　a
famil）～neighbourhood，　or　business　flrm．　It　suggests　a
community　that　ostracises　non－conformers　but　does　not
compel　sacrifice’．　Ie　and　mura　divide　human　relations
in　Japanese　society　into　two　categories－insiders（inside
theゴθor　mura）and　outsiders（outside　the　ie　or　mura）・
Insiders　refer　to　the　people　who　belong　to　the　same
group　or　same　community，　while　outsiders　refer　to　the
people　who　belong　to　other　groups　or　communltles．
The　relationship　between　insiders　tends　to　be　more
intimate，　relaxed　and　tmstfUl，　with　the　notion　of　mutual
benefit　being　pervasive．　The　concept　of　wα（harmony）
is　apPlied　solely　between　insiders　to　help　the　group　to
achieve　its　goal．　Here　should　be　emphasised　the　goals
set　by　the　group，　which　are　aimed　at　benefiting　the　group
as　a　whole　rather　than　individuals　within　the　group．
Similarly，　anyone　trying　to　destroy　the　harmony　of　the
group　will　be　utterly　ostracised　by　the　group．　On　the
other　hand，　relations　with　people　outside　the　group　are
cold　and　emotionally　distant，　as　demonstrated　in　the
Japanese　tendency　not　to　show　their　real　feelings　to
outsiders．
Another　important　factor　in　Japanese　culture　is　the　splnt
ofthe　5α％rai（㎞ight　or　warrior）．　According　to　Alarid
and　Hwang25，　theぷamurai　believed　thatζthe　group　was
supreme　and　the　individual’s　welfare　was　relatively
unimportant’（p．602）．　The　c¢ntral　notion　ofthe　spirit　6f
theぷα〃2urai　is　loyalty．　He　must　be　loyal　to　hiS　group
and　must　be　prepared　to　sacrifice　himself　if　necessafy・
Those　central　factors（e．g．　groupism；ie，　mu「a，　sami「ai）
・fJ・p・n・・e　cult・・e　h・v・’Effe・t・d　the　W　i・whi・h　th・
Japanese　conduct　business26，　and　in　t㎜，　have　influenced
their　leadership　style．
From　this　brief　introduction　of　Chinese　and　Japanese
cultures，　we　can　see　that　there　are　certain　differences
between　them．　Loyalty　in　the　Chinese　context　tends　to
be　more human－oriented　because　it　focuses　on　a
particular　person，　such　as　the　king．　On　the　other　hand，
loyalty　in　the Japanese　context　tends　to　be　more
group－ori nted．　Similarly，　power　relations・in　the
Chinese　context，　tend　to　be　dominated　by　a　particular
person，　whereas　in　the　Japanese　context，　they　tend　to　be
exercised　by　a　group　of　people．　Filial　piety　and　ren　do
n6t　play　as　important　roles　in　Japanese　society　as　they　do
in　Chinese．　A　number　of　researchers（e．g．　Oh27　and
Westwood　and　Chan28）regard　Japanese　culture　as　not
belongi g　to　ConfUcian　culture　mainly　because　it　lacks
these centra1　 otions　of　ConfUcianism．　While　this　may
be　a　fair　point，　it　is　perhaps　going　too　far　to　suggest　that
ConfUcianism has　no　influence　on　Japanese　culture．　It
is　the　view　of　the　present　researcher　that　ConfUcianism
does　have　an　influence，　but　from　a　slightly　different
dim nsion　and　 ocusing　on　slightly　different　notions．
This may　be　due　to　a　different　interpretation　of
ConfUcianism　in　Japan，　possibly　the　product　of　linguistic
factors　or　misunderstandings．　Nevertheless，　in　this
paper，　comparison　of　cultUre　is　the　central　fbcus　and　a
clear　separation　of　different　culture　is　crucial，　In　view
of　this，　We　would　like　to　use　ConfUcianism　to　refer　to
Chinese　CorifUcianism　and　will　not　be　consideri㎡g　the
　influence　of　ConfUcianism　on　Jal）an．
With　this　as　background，　let　us　turn　now　to　look　at　the
rela ion hip　be知een　leadership　and　culture　in　terms　of
fbur　broad　categories：power　relations，　decision－making，
loyalty　and　le dershipヤersus　management．
2－3Leadership　and　CUIture
Research　into　leadership　can　be　divided　historically　into
three　broad　periods．　The　first　period　covers　the　1940s・
when　research　focused　on　the　traits　of　the　leader，　such　as
characteristics，　intelligence，　personality，　self」con丘dence
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and　so　on．　The　second　period　is　from　l　950　to　l　969．　In
this　period，　researchers　of　leadership　studies　fbcused　on
the　behaviour　of　leaders　such　as　authoritarian　leadership
style，　democratic　leadership　style　and　so　on，　and　the　way
in　which　leadership　style　affects　productivity．　The　third
period　began　in　l　970s，　when　researchers　on　leadership
atteMI）ted　to　introduce　situational　factors　into　their
studies　to　make　it　more　precise，　more　persuasive　and
more　realistic．　Several　researchers　came　to　recognise
the　importance　of　culture　as　a　situational　factor29，　which
does　affect　the　leadership　style30．　However，　Gerstner
and　Day31　argue　that　most　ofthe　literatUre　in　the丘eld　of
culture　and　leadership　style　cannot　be　said　to　reflect
reality　because　of　the　lack　of　empirical　investigation．
Nevertheless，　many　researchers　have　found　certain
factors　f㌃om　different　angles　indirectly　to　support　the
idea　that　culture　does　indeed　play　a　vital　role　in　the
leadership　issue．　For　instance，　people　from　different
cultures　tend　to　have　different　job　satisfaction　levels32，
different　degrees　of　commitment33　and　different　levels
of　performance　within　an　organisation34．　Leadership　is
an　　interactive　　behaviour　　between　　leaders　　and
subordinates．　　Thus，　in　order　to　improve　the
effectiveness　of　leadership，　it　is　necessary　to　consider　the
kind　of　leadership　style　which　will　be　acceptable　to　their
subordinates，　and　acceptability　in　this　respect　is　closely
linked　to　cultural　background35．
Most　leadership　theories　have　been　developed　within　a
westem　cultural　context，　in　particular，　the　North
Alnerican　culture．　It　has　been　fbund　that　there　are
certain　cultural　obstacles　which　cause　difficulties　when
applying　North　American　based　leadership　notions　to
countries　with　different　cultural　backgrounds，　such　as
Asian　countries36．　For　instance，　as　WestWood37　states，
‘U．S．　culture　tends　ideologically　towards　democratic　and
participative　leadership　principles，　but　in　other　cultures
there　is　evidenc曾of　an　acceptance　and　legitimating　of．
more　directive　and　autocratic　leadership　styles’（P．450）．
Lawrence　38@ mpha ises　that　management　theories
f rmulated　in　one　culture　do　not　always　fUnction　well
worldwide． As Hofstede　39　indicates，　many　of　the
motivation　theories　are　based　on　the　westem　culture　of
individualism，　which　means　that　they　cannot　easily　be
applied　in　a　co㎜廿y　 n　which　a　coIlective　culture　is
p evalent．　Maslow’s40　needs　theory　is　an　illustration　of
this．　He　rank d　self二actualisation　as　the　most　vital　need．
However，　according　to　Runglertkrengkrai　and
Enkaninan’s41　 esearch，　the　people　in　Thailand　ran］（ed
bo h　self－actualisatiori　and　autonomy　as　the　most　vital
ne ds．　Hofst de　42　also　stresses　that　people　with
d ffere t　cultural　backgrounds　accept　different　f（）rms　of
m nagement　Style．
In　this　paper，　we　would　like　to　fbcus　on　certain
rganisational　aspects　in　which　the　researcher　have　a
particular　　interest，　namely，　power　relations，
decision－making，　personal　ties，　and　concepts　of　leaders
and　managers，　to　highlight　the　differences　between
Chinese　Japanese　leadership　styles，　and　to　consider
whether　thes 　differences　are　caused　by　distinct　cultural
factors．
2－3－1Power　Relations
In　the　Chinese　and　Japanese　contexts，　leaders　and
subordinates　do　not　share　forrnal　power　equally　in　the
organisation，　wi 　leaders　tending　to　have　much　more
power　than　subordinates43．　In　spite　of　this，　there　are
still　different concepts　of　the　allocation　of　power
between　Chinese　leaders　and　Japanese　leaders　which
relate　to　the　cultUral　differences．　In　the　Chinese　context，
the　concept　of　leader，　wielding　more　power　than　their
subordinates，　 s derived　from　the　principle　of　wμ1un44．
If　an　organisation　is　thought　qf　as　a　family，　the　leader
may　be　referred　t 　as　the　father，　and　the　subordinates　as
fNational　Cultμre　andLeadershi
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members　ofthe　family．　Therefore，　the　leader　is　regarded
as　having　the　right　to　exercise　his　power　to　order
subordinates　to　play　their　role　properly　so　as　to　maintain
harmony．　He　also　has　a　duty　to　look　after　and　to　educate
his　subordinates45．　If　a　mistake　is　made，　the　leader　also
has　the　power　to　punish　the　offender　without　seeking　any
、g・eem・nt・fr・m・thers．　Ki・kb・ide　et・L46　al・・i・di・at・
that　when　conflicts　occur　between　a　leader　and　a
subordinate，　the　subordinate　is　ultimately　obliged　to　obey
the　leade蛤　The　power　of　the　leader　in　Chinese
organisations　cannot　be　challenged47．　This　supports
Hofstede’s48　finding　that　the　power－distance　is　high　in
Chinese　culture49．
Compared　with　Chinese　culture，　the　power－distance　in
the　Japanese　context　tends　to　be　lower50．　This　may　be
derived　from　the　concept　of　mura．　The　leader　of　the
village　plays　the　role　of　infbmlation　gatherer　within　the
village　and　announces　to　the　community　the　final　results，
which　are　agreed　by　the　most　important　village　members．
However，　he　does　not　have　real　power　to　make　decisions
on　his　own　which　satisfy　his　own　interests．　The　same
applies　to　a　Japanese　organisation．’e om　this　we　can
see　that，　although　Japanese　organisational　structure　is
regarded　as　very　hierarchical，　the　power　in　Japqnese
organisation　is　not　concentrated　on　a　particular　person，
but　on　several　chief　people，　the　role　of　leader　in　the
Japanese　context　therefore，　becoming　that　ofnegotiator．
2－3－2Decision－making
Vroom　and　Yetton51　for皿lated　a　contingency　theory
called　the　normative　decision　model．　This　describes　the
kind　of　decisions　made　and　the　kind　of　leadership　style
adopted　according　to　the　sitUation　in　which　the　leader　is
mvolved．　In　this　theory，　decision－making　process　is
divided　into　five　dimensions，　depending　on　the　extent　to
which　subordinates　pa「ticiPate　in　it’
One　can　argue　that，　in　Chinese　and　Japanese　contexts，
decision－mak ng　is　closely　associated　with　power
relations．　Vroom　and　Yetton’s　model　does　not　take　into
ccount the　formal　power　relations　betWeen　leaders　and
subordinates，　and　generates　difficulties　with　regard　to
explain ng　　　both　　　the　　　Chinese　　　and　　　Japanese
decision－making　processes．　　　In　the　strong
power－distance Chinese　organisation，　leaders　tend　to
control　all　information　within　the　company　and　are
reluctant　to　share　it　with　their　subordinates，　in　an　attempt
to　reinforce　the　centralisation　of　power．　Furthermore，
he　states　that　the　decision－making　agenda　is　determined
by　the　leaders　and　is　associated　with　their　personal
interests．　In　the　Chinese　Family　Business，　leaders　are
always t e　owner　of　the　business．　Hence，　the　unequal
power　in　the　decision－making　of　leaders　and
subordinates　is　widely　accepted　by　the　subordinates．
In　　the　 Japanese　　context，　when　　discussing
decision－making，　we　tend　to　think　of　the　ringi　systerri52．
The　ringi　syste 　can　be　translated　into　English　as　a
bottom－up　decision－making　procedure．　As　Misumi　53
s ates，　the　Japan se　ringi　system　is　a　method　ofgathering
ideas丘om　the　bottom　of　the　organisational　hierarchy
during　the　d cision－making　period．　When　a　coherent
decision　emerges　from　amongst　the　subordinates，　it　will
be　passed　on　 o　 he　top　of　the　hierarchy　to　win　approval．
This　means　that　the　role　ofthe　ch三efleaders　at　the　top　of
the　organisational　hierarchy　is　to　apProve　decisions　of
their　subordinates　and　to　implement　them　　He　also
indicates　that　since　the　decision　is　made　by　everybody，　it
tends　to　result　in　more　efficient　perfbrmance　and
col aborat輌on　amongst　the　subordinates．　Such　excellent
results　　refl ct　　the　　quality　　of　　the　　Japanese
dec sion－making　 ystem．
2－3－3Loyalty
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Loyalty　is　another　dimension　to　consider　in　the
relationship　between　leaders　and　subordinates　in　the
organisation．　Loyalty　and　trust　ca皿ot　be　considered
separately．　In　the　Chinese　context，　loyalty　and　trust
exist　mainly　within　the　context　of　kinship54．　In　order　to
control　the　organisation，　leaders　tend　to　place　their
family　members　in　key　positions　in　the　organisation55
because　they　believe　trustworthy　family　members　will
provide　them　with　the　most　accurate　information　about
the　organisation　and　will　serve　as　the　most　efficient
means　of　surveillance．
In　the　Japanese　context，　loyalty　and　trust　do　not　work　in
the　same　way　because　leaders　have　no　power　to　place
their　family　members　in　the　key　organisational　positions．
Furthemlore，　as　mentioned　above，　in　Japanese　culture，
loyalty　is　directed　towards　the　group　rather　than　the
individuaL　Applying　this　to　the　organisational　context，
Japanese　tend　to　be　loyal　to　their　organisation　rather　than
to　a　particular　person　such　as　a　manager　or　a　leader．　In
contrast，　in　Chinese　organisations，　subordinates　tend　to
be　loyal　to　a　particular　person．
2－3－4Leader　versus　Manager
The　difference　between　leaders　and　managers　is　another
issue　without　a　universal　answer．　Some　researchers56
insist　that，　although　leaders　and　managers　are　both
important　to　organisations，　they　are　entirely　different　in
五mction．　　The　differences　between　leaders　and
managers　can　be　seen　from　different　perspectives．
From　the　power　relations　perspective，　the　power　of　a
manager　is　given　by　the　people　who　are　at　the　top　of　the
organisation　through　a　fbrmal　procedure．　The　power　of
a　leader，　however，　comes　ffom　the　people　around　him／her
and　involves　no　fbmal　procedure57．　In　other　words，
inside　an　organisation，　the　power　of　a　manager　comes
form　above，　and　the　power　of　a　leader　from　below．　As
aresult，　the　power　of　a　manager　is　seen　as　more
auth ritarian　than　that　of　a　leader．　Furthermore，　as
Adair58　points　out，　people　can　be　appointed　as　managers
but　c nnot　become　leaders　until　their‘personality　and
c aracter，［they］㎞ wledge　and［their］skill　in　doing　the
fU cti ns　of　leadership　are　recognised　and　accepted’
（p．71）by　their　subordinates．
If we　examine　the　fUnction　of　leaders　and　managers，
according　to　McKenna59，　a　leader’s　job　fbcuses　more　on
inspiring　subordinates　to‘do　more　than　they　would
otherwise　have　done’，　whereas，　a　manager’s　j　ob　fbcuses
more　o ‘垂撃≠獅獅奄獅〟C　co－ordinating，　supervising，　and
controlling　routine　activity’．　Interestingly，　Adair’s　60
definition　of　management　as‘uninspired　leadership’
suggest 　that　inspiration　is　a　fUrther　factor　which　sets
leaders　apar 　f㌃om　managers．
Other　rese rchers，　because　they　regard　people　with
conferred　 uthority　as　leaders，　argue　that　leaders　and
managers　ar 　essentially　the　same　and　can　be
interchangeable．　McKe皿a　61　points　out　that　such
interchange　is　very　apparent　in　the　field　of　leadership
studies．
According　to　Adair　62，　there　is　another　group　of
researchers　who　do　not　regard　leaders　and　managers　as
either　the same　as　or　different　from　each　other．　They
stand　in the　middle，　viewing　leaders　and　managers　as
ov rlapping　in　certain　areas　and　having　features　in
co㎜on．　How ver，　it　is　still　difficult　for　them
accurately　to identify　how　much　overlap　there　is　and
what　factors are　involved　in　the　overlap．
In　E st　Asia，　according　to　Westwood　and　Chan　63，
headship，　which　i 　derived　from　the‘family　model’，　is
the　origina1 terrn　for　leader　and　manager．　The　terms
論　文
rN。t輌。na1　C。lture　andL。adytrshi　S　l・・i・・E・・ど一A・」・・C…’・輌・・辺・元dence・from　」apa・α〃d　Ta輌w・・
leader　and　manager　did　not　exist　in　Chinese　and　Japanese
pri・・t・b・i・g　i・tr・duced丘・m　w・・t・m　cultU’e・
Consequently，　the　Chinese　and　Japanese　have　come　to
interpret　them　differently．　We　would　like　to　examme
this　issue　in　this　paper　to　see　how　different　cultUres　lead
to　distinctive　abstractions　of　the　concepts　of　leader　and
manage「・
3　Methodology
The　research　was　conducted　in　one　Taiwanese　and　one
J・p・n・・ec・mp・・y　b・tWeen・2000・・d　2001・D・・t・th・
confidentiality　agreement　with　the　two　companies，　their
real　names　were　not　to　be　revealed．　Instead，　we　name
the　Taiwanese　company　TTC　and　the　Japanese　JTC．
They　are　both　located　in　the　capital　city　of　the　two
countries（Taipei　and　Tokyo），　are　of　a　similar　size（about
300staff）and　have　branches　overseas．　They　are　also　in
the　same　sector，　namely，　trading　companies．　The　reason
fbr　fbcusing　on　small　and　medium－sized　enterprises
（SMEs，　henceforth）is　they　play　a　pivotal　role　in　the
economy　worldwide（叫，　in　particular　in　Taiwan　and　Japan．
For　instance，　they　provide　78．6　per　cent　of　j　obs　in
Taiwan65，　and　75　per　cent　in　Japan66．
Twenty－five　individual　face－to－face　semi－structured
interviews　were　conducted　in　each　company．
Interviewees　included　both　managers　and　staff　Each
interview　lasted　approximately　40　minutes．　Interviews
in　both　c皿ntries　were　held　in　their　native　language，　as
this　would　both　increase　the　accuracy　of　verbal
communication　and　the　tmst　betWeen　the　interviewer　and
the　interviewee，　both　of　which　would　result　in　richness
and　quality　of　feedback．　　Apart　丘om　some
conversations　related　to　confidential　data，　which　were
recorded　in　a　notebook，　all　interviews　were　recorded　and
transcribed　afterwards．
41）ata A alysis　and　Findings
This　section　is　dived　into　tvo　parts．　hl　the　first　part，
Data　Analysis，　the　data　gathered丘om　the　intervlews　ln
both　case　companies　will　be　revealed　and　analysed．
The　key　findings　will　be　summarised　and　presented　in
the　second　part，　Findings．
4－1　Data　Analysis
For　the　purpose　of　clarity，　we　use（T）and（J）before　the
interview　answers　to　indicate　Taiwan　and　Japan，
respectively．　The　interviews　will　be　in　double　quotatlon
marks．
4－1－1Power　Relations
The　answers　gathered丘om　the　interviewees　in　both
Taiwanese　and　Japanese　trading　companies　revealed　the
unbalance　power　relations　between　leaders　and
subordinates．　Basically，　leaders　in　both　cou［ntries　do
not　think　that　their　subordinates　should　be　considered　to
share　equal power　With　them　in　the　organisational
hierarchy，　and　do　tend　to　exercise　their　power　to　control
their　subordinates．　　　　　　　　　　　　　　　　　　　　’
　　　　　（J）・‘．．．．．右Idon’t　delegate　one　hundred　per　cent　of
my　power　to　enable　a　subordinate　to　have　fUll　power　to
deal　with　a　task　because　I　would　like　to　apply　my　own
experience　to　　it．　　　Of　course，　I　do　　take　　their
［subordinates’］opinions　into　account　in　advance・”
　　　　　（J）　‘‘．．．．．．［leaders］　don’t　give　us　every　detail　of
nules　of　how・to　carry　out　our　own　tasks，　but　they　give　us
limited　power　to　deal　with　the　task．　Within　these
limitations，　we　have　freedom　to　decide　which　way　to
take　to　complete　the　task．　We　are　told　to　report　to　them
when　the　task　is　accomplished．”
　　　　　（T）‘‘．＿．．he［the　leader］will　delegate　his　power　to
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us　to　deal　with　some　customers．．右but　we　do　not　have　the
power　to　make　the　final　decision　and　have　to　come　back
to　ask　fbr　his　approvaL”
　　　　　（T）‘‘Since　the　scale　of　our　company　has　grown　so
big，　it　is　becoming　necessary　to　separate　management
from　ownership．　In　our　company，　our　owners　Mr　Lee
and　Mr　Don　are　also　leaders．1　feel　they　are　too　busy　to
cover　both　managing　the　whole　company　and　dealing
with　tasks　and　customers．　It　results　in　certain　tasks
being　overlooked　or　delayed，　because，　fbr　example，
everyone　in　the　company　has　to　wait　fbr　their　final
apProval　of　the　pr（｝j　ects．　If　they　are　not　in，　everyone
has　to　stop　there．．．therefbre，　I　think　passing　the
management　to　specialists　is　good　f（）r　the　company’s
fUtUre．”
From　the　above，　it　seems　that　Japanese　and　Taiwanese
leaders　have　a　high　degree　of　control　over　their
subordinates．　However，　there　are　still　differences
between　them．　If　we　look　at　the　situation　inside　the
organisation，　in　particular　at　how　far　leaders　of　both
companies　have　power　to　rotate　or　promote　their
subordinates　to　another　higher　level　in　the　organisation
we　can　see　the　difference　ofthe　power　relations　between
Japanese　and　Taiwanese　leaders．
　　　　　（T）‘‘We　can［choose　the　person　to　be　the　manager］
but　in　reality＿＿you　may　have　no　control　because　if
there　are　any　good　people　in　your　department　and　the
company［boss　Or　top　leader］wants　to　move　them　to
other　department，　he　wilL”
In　other　words，　leaders　at　the　top　ofthe　organisation　have
complete　power　to　move　staff　f錐om　one　department　to
another　without　any　agreement　of　the　leaders　in　the
lower　organisational　hierarchy．
（J）‘‘In　our　company，　we　have　an　examination
called　m nagement　examination．　One　can’t　be　a
manager　without　passing　it＿．．．and　you　can’t　sit　the
examination　unti茎you　are　37　years　old．”
　 　　　（J）‘‘＿＿when　a　vacancy　in　a　position　emerges，　the
perso皿 l　depa宜 t　will　inform　every　leader　in　the
department　to r commend　the　ideal　people　to　fit　that
position．．．．．．．the　final　decision　will　be　the　personnel
department’s．”
From　the　data，　it　is　clear　that　Taiwanese　leaders　have
more　power　to　move　the　staff　in　the　organisation　than
their　Japanese　counterparts，　and　the　perso皿el　movement
system　in　the　Taiwanese　context　tends　to　be　less
st uctured　and　to　be　manipulated　by　certain　individuals
without　any　boundaries　between　different　departments．
In　the　Japanese　context，1eaders　do　not　have　the　power　to
transfer their　subordinates　to　other　department　without
the　appro al of　the　personnel　department．　They　can
nominate　the　person　but　the　final　decision　belongs　to　the
pers nel　department．　In　other　words，　the　power　of　the
leader　is　limited　to　his／her　department．
We　would　like　to　tum　to　the　second　situation　when
factors　 utside　the　organisation　become　involved　in
power　relations．　A　typical　case　is　when　the　leader
delegates　a　task　to　a　particular　subordinate，　and　the
leader　also　gives　him／her　colnplete　power　to　deal　with
the　task．　If　the　customer　does　not　like　the　conditions　set
out　by　the　subordinate，　the　customer　goes　directly　to　the
leader　to　discuss he　issue　with　the　leader　in　order　to　gain
the　leader’s　pemission　to　adapt　the　conditions　which
benefit　the　customer　more．　In　other　words，　the
sub di ate’s　power　to　deal　with　the　task　conferred　by
th l ader　is　bypassed　by　the　customer．　Such　case　of
jumping　from　one level　to　another　one　is　rather　frequent
in　the　Asian　context　because　people　know　that　・the　leader
has　more　authority　than　the　subordinates．　As　long　as
the　leader　says　YES，　the　subordinates　will　not　say　NO．
力Va’iona／Culture　and　Leadersh輌　S　1θin　East－Asian　CounかieぷごEvidence
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Under　such　circumstances，　how　the　Japanese　and
Taiwanese　leaders　act？
use　a　more　subtle　way　to　supervise　their　subordinates　by
giving　advice．
　　　　　（J）　　‘‘．．．．．．such　　cases　　happen　　　frequently．
Depending　on　the　sitUation，　sometimes　we　have　to　allow
ourselves　to　adapt　to　the　customer’s　conditions　and
sometimes　we　have　to　make　them　follow　our　rules＿＿I
only　give［the　subordinates］advice．　I　do　not　tell　them
what　they　should　do．”
　　　　　（T）‘‘Idon’t　like　this　because　I　think　if　he［leader］
gives　me　the　power　to　deal　with　the　task　he　should　not
take　the　power　back　without　consulting　me．　In　order　to
achieve　the　task，　I　have　to　make　a　lot　ofeff（）rts．　He［the
leader］seems　not　to　consider　my　feelings．　I　do　feel
angry　but　I　have　to　fbllow　his　instructions．”
Taiwanese　leaders　tend　to　be　more　self二centred，　as　they
realise　they　are　in　a　position　to　bring　back　the　power
which　has　been　delegated　to　their　subordinates　without
informing　them　in　advance．　This　may　lead　to　certain
levels　of　disappointment　among　subordinates　and　also
lead　to　a　decrease　in　the　level　oftrust　between　each　otheL
However，　such　situations　are　based　on　patemalism，　fbr
instance，　as　when　a　farmer　assigns　a　land　to　his　son　to
grow　some　vegetables．　When　the　vegetables　are　ready
to　harvest，　the　father　has　the　power　to　suggest　the　price
and　to　whom　the　son　should　sell　the　vegetables，　or
sometimes　the　father　will　even　sell　the　vegetables
himself　at　his　own　price　without　asking　his　son’s
permission．　This　is　due　to　the　fact　that　the　father　still
believes　that　the　land　is　still　under　his　control，　and　his
son　should　obey　anything　he　says．　The　son　also
believes　obeying　what　his　father　says　is　a　way　of
demonstrating　filial　piety．　This　situation　of　leaders
feeling　free　to　give　and　take　power廿om　subordinates　is
very　common　in　the　Taiwanese　context．　In　contrast，
Japanese　leaders　tend　to　be　more　trusting　of　their
subordinates’power　to　deal・with　their　own　tasks・　They
Delegating　authority　always　links．　to　the　questions　of
sharing　r sp nsibility．　How　this　works　between　leaders
and　subordinate i 　TTC　and　JTC　is　as｛bllow：
　　　　　（」）　cc．．．．．．if　things　go　wrong　in　the　end，　I　think
leaders　should　take　the　reSponsibility．”
　　　　　（J）‘‘．．．．．．in　relation　to　the　delegation　of　authority」I
always　keep　fifty　per　cent　for　myself．．＿as　far　as
・e・p・n・ibility・i・．E・ncem・d．　It　i・t・・ea・y　t・・ay　th・t
since　I　am　a　manager　I　have　to　take　the　entire
responSibility．　Idon’t　think　I　should　take　a　hundred　per
cent　of　the　responsibility　because　the　subordinate　has
half　of　the　authority　to　make　a　judgement　and　he／she
should　take halfofthe　responsibility　as　well．”
　　　　　（J）　‘‘．．．．．．letting　　subordinates　take　the　entire
responsibility　 s　no 　allowed　in　Japanese　organlsatlons．
Leaders delega e　the　authority　to　the　subordinates　so　they
［leaders］have　to　take　the　responsibility　too［if　anything
goes　 rong］．　We　can　use　a　metaphor　of　a　dam　to
expl in　th 　sitUation．　Leaders　are　the　bigger　dams，
subordinate 　are　the　smaller　dams　and　the　responsibility
is　the　water．　Bigger　dams　can’t　release　too　much　water
o　the　 mall dams　below　them　because　the　small　dams
can’t　hold　the　water　and　it　will　cause　a　disaster．　Once
the　disaster　occurs，　therefbre，　leaders　should　take　the
respo sibilit）朋’
　　　 　　（T）“Of　course，　I　am　very　happy　to　delegate　my
auth rity　to　my subordinates．．＿．but　I　have　to　see　if　they
would　like to　take　a　hundred　per　cent　of　the
「esponsibility　or　not．・・
　　　　　　（T）“Iam　willing　to　delegate　my　authority　to　them
［subordinates］．　However，　how　much　authority　I
delegate　to　an　individual　depends　on　how　far　he／she　can
ake　the　respons bility．’Ido　not　delegate　my　authority
to　someone　who　can’t　take　the　responsibility．”
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　　　　　（T）c；．．．．．．half　of　the　subordinates　do　not　like　to　be
delegated　authority　and　to　take　the　responsibility　because
they　think　it　will　increase　their　workload．”
　　　　　（T）‘Td　like　them［leaders］to　delegate　me　enough
authority　to　enable　me　to　have　the　freedom　to　carry　out
my　work．　But，　basically，　if　I　faced　trouble，　I　would
hope　they　would　help　me　to　deal　with　it．”
The　division　of　responsibility　between　leaders　and
subordinates　is　clear　in　TTC．　The　person　who　has　the
authority　to　implement　the　task　takes　the　responsibility．
One　of　the　advantages　of　this　practice　is　that
responsibility　is　easy　to　be　traced　if　unexpected　incident
occurs，　even　through　such　a　practice　may　result　in　a
situation　that　certain　subordinates，　who　are　less
interested　　in　　risk－taking，　are　reluctant　to　　accept
assignments．?窒盾香@their　leaders　if　they　feel　the
responsibility　is　too　big　to　take．　On　the　other　hand，　in
JTC，　the　division　of　responsibility　is　vague．　There　are
two　situations．　One　is　the　leaders　taking　the　entire
responsibility，　the　other　is　leaders　and　subordinates
sharing　the　responsibility　between　them．　Nevertheless，
it　is　difficult　to　draw　a　conclusion　on　which　practice
pervades　as　it　largely　depends　on　the　case．
4－1－2Decision－making
First　of　all，　we　would　like　to　present　the　research　data　in
relation　to　decision－making　in　TTC　and　JTC　from　the
angle　of　leaders’attitudes－whether　or，　not　leaders　in
both　countries　have　the　same　attitude　when　dealing　with
their　subordinates’op輌nions．
　　　　　（T）　‘‘．．．．．，the　sitUation　is　changing　and　getting
better，　but　I　think　they［leaders］have　to　be　more　ready　to
listen　to　our　opinions・”
　　　　　（T）‘‘Iwill　listen　but　I　will　filter　them［opinionS］
because，　as　you　mentioned，　the　decision－making
conc ms the　fUture　direction　of　the　organisation．　I
would　like　to　list n　to　some　people　who　have　more
experience　and　are　at　a　higher　level　in　the　organisational
hierarchy．　Of　course，　I　listen　to　my　subordinates’
opinions，　but　due　to　their　lack　of　experiences．．．I　don’t
really　act　upon　them．”
　　　　　（T）“．＿．．as　a　manager，　I　have　identified　several
staff　who　have　more　potential　ability　or　are　more　likely
to　stay　at　the　comp y　than　others．　Ithink　I　will　take
more　notice　of　their　opinions＿＿I　have　also　i．dentified
ome　staff　who　are　lacking　motivation　or　tend　to　come　to
work　lat and　go　home　early．　I　don’t　care　so　much
about　their　opin ons．　Of　course，　in　my　position　as
leader，1　wi l　call　them　and　ask　for　their　opinions　but　that
is　only because　I　have　to．”
　　　　　（J）“＿＿1　would　like　to　listen　to　the　opinions　from
my　subordinates，　but　it　doesn’t　mean　I　was　going　to
accep 　them　alL”
　　 　　（J）‘‘It　is　case　by　case．　It　can　be　simply　divided　in
to　two　si Uatio s．。＿．in　decision－making　related　to　sales，
1’d　like　to　listen　to　my　subordinates’opinions．．．．．．in
decision－making　related　to　financial　aspect，1　don’t　listen
to　my　subordinates’opinions．”
In　both　TTC　and　JTC，1eaders　are　inclined　not　to　listen　to
their　subordinates’opinions，　or　when　they　do　li§ten，　do
not　really　take　them　into　account，　this　bCing　just　a
fo mality　to show　that　they　are　not　igno亘ng　their
subordinates．　The　reason　fbr　not　tak輌ng　subordinates’
pini ns　　into　　serious　　consideration　　dUring　　the
cision－m k process　seems　to　be　mainly　due　to　the
偽ct　that　the　leaders、deem　that　the　subordinates’opinions
are　not　valuable　enough　to　help　them　to　make　e伍cient
decisions．　It　also　implies　that　the　leaders　keep　more
crucial infbrmation　related　to　the　organisation　to
themselves．
We　now　tUrn　to　an　examination　of　the　same　issue　from
訪　文
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the　subordinates’perspective．　To　what　extent　are
subordinates　willing　to　participate　in　sharing　their
opinions　during　the　decision－making　process？
　　　　　（J）“Iw・uld　lik・t・t・11　th・1・ade「s　my°pMI°ns・
but　not　a　hundred　per　cent　of　them，　may　be　eighty　per
cent．．．．．．in　the　way　children　do　not　tell　their　parents　their
entire　feelingsノ’
　　　　　（J）‘‘．＿．．decisions　are　made　by　the　people　at　the
top　of　the　hierarchy，　but，　I　think，　our　［subordinates’］
opinions　is　passed　on　to　them［management］befbre　they
make　the　decision．．．＿I　am　happy　to　tell　them
［management］my　opinions・”
　　　　　（T）‘‘As　regards　this　company，　we　have　no　chance
to　share　our　opinions［with　leaders］．”
　　　　　（T）“Ithink　those　meetings［decision－making
meetings］are　merely　a　formality，　and　waste　of　our
time＿．．．our　staff　always　say　it　is　not　worthwhile
attending　the　meetings　because　our　bosses　tend　to　change
their　mind　frequently　later　on　and，　in　tum，　the　decisions
are　changed．．．．．．they［the　staf日also　feel　that　they　attend
the　meetings　simply　to　be　there　to　listen　to　others［top
leaders　including　the　boss］．　It’s　not　worth　getting
excited　about．”
Subordinates　in　TTC　are　reluctant　to　share　their　oplnlons
with　their　leaders　because　they　feel　that　their　opinions
are　not　respected　by　them，　and　their　leaders，　in　particular
the　boss，　have　too　much　power　to　change　the　decision
which　has　been　made．　　Such　sitUation　makes
subordinates　feel　too　fUstrated　and　disapPointed　to
fUrther　offer　their　opinions．　　In　contrast，　in　JTC，
subordinates　are　more　willing　to　share　their　infbrmation
and　opinions　with　their　leaders　as　they　think　their
Management　takes　their　opinions　into　account　when　they
make　the　decision．　However，　do　the　management　at　the
top　ofthe　organisational　hierarchy　actUally　consider　their
staff’s　opinions　or　is　that　only　another　strategy？　　It　leads
to　another　question：whether　within　the．　Japanese
bottom－up　decision－making　system，　the　decisions　come
u 　from　the　bottom？
　　　　　（J）“Ireally　don’t㎞ow　who　makes　the丘nal
decision，　but　I　think　the　management　does．”
　　　　　（J）‘‘＿＿first　of　all，　they［management］listen　to
e　subordinates’opinions．　However，　managers　make
the　final　decision．　Subordinates　don’t　have　the　right　to
make　the　decision．．．sometimes　we［subordinates］tell
them［managers］it　is　better　to　do　things　one　way，　but　the
d cision　comes　out　their　way”。　The　interviewee
continued　“the　Japanese　bottom－up　decision－making
system　exists　solely　in　a品mal　capaci厄the五nal
decisions　are　made　by　the　people　at　the　top　of　the
organisational　hierarch》乙”
　　　　　（J）‘‘．．＿．we　do　have　that［Japanese　bottom－up
decision－making　system］＿＿we　can　tell　them
［leaders／managers］our　opinions．　However，　in　fact，　it　is
difficult　fbr　us　to　have　a　say　in　the　process　of　managlng
the　organisation．＿…　”
A 　we can　see，　the　Japanese　bottom－up　decision－making
system　seems　to　be　a　formality　in　JTC．　In　other　words，
decisions　are　made　by　the　management，　and　not　by
everyone　in　the　organisation・　In　addition，　subordinates
do　not　actua ly㎞ow　which　manager　or　area　of
management　makes　the　decision．　This　may　be
P，。bl・m・ti・becau・e　wh・n　thi・g・g・wr・ng　i・J・p・n・’Ee
or anisation ，　uncovering　who　made　the　decision　to
・pP・rti・n　the　re・p・n・ibility・t・’＝Ei・di・id・・l　i・th・rny・
On　the　other　han ，　in　the　Taiwanese　context，1t　ls
colnparatively　easy　to　find　out　who　makes　the　decision
nd o　apPortion　the　responsibility　to　a　particular
individual　when　things　go　wrong．
From　the　TTC　and　JTC　case　studies，　it　is　manifest　that
the　leaders　in　TTC　have　more　authority　to　manipulate　the
results　of the　decision－making　than　their　counterparts　m
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JTC．　However，　individual　controlling　the　whole
decision－making　process　does　not　mean　that　everything
is　going　to　be　negative．　As　long　as　the　individual　has
sufficient　information　and　insight　into　the　business　world，
it　can　result　in　incredible　success　in　the　business　world
because　organisations　such　as　TTC　are　more　flexible　and
can　adapt　themselves　speedily　to　changes　in　the
environment　to　catch　business　oppo血mities．　Most　of
the　Chinese　family　businesses　share　this　characteristic，
which　is　deemed　to　be　very　much　part　of　Chinese
culture．
4－1－3Loyalty
Loyalty　between　leaders　and　subordinates　is　another
issue　to　be　investigated　in　both　JTC　and　TTC．　Befbre
turning　to　the　central　topic　ofloyalty　and　trust，　a　question
was　asked　about　how　the　interviewees　feel　about　the
relationship　between　leaders　and　subordinates　in　their
companles・
　　　　　（T）“＿＿in　my　department，　we　tend　to　respect
each　other．”
　　　　　（T）“As　far　as　I　know，＿．．．［the　relationship
between　leaders　and　subordinates］is　not　very　good　in　the
company　as　a　whole．　　In　some　departments，
subordinates　clearly　do　not　like　their　leaders，　even　hate
them＿．．．but　the　relationship　between　leaders　and
subordinates　in　my　department　is　good．＿．．I　always　try
hard　to　communicate　with　my　subordinates，　to
understand　their　feelings＿．．”
　　　　　（J）‘‘．＿．．．I　think　there　are　about　thirty　per　cent　of
the　subordinates　in　our　company　who　don’t　like　their
leaders＿as　you　know，　in　Japanese　organisations，
subordinates　can’t　choose　their　leaders．．．．．．”
　　　　　（J）“＿＿in　my　department，　the　relationship
between　leaders　and　subordinates　is　good．”
Leaders　play　a　vital　role　in　maintaining　good　relations
between　themselves　and　their　subordinates．　According
o　the　research，　most　interviewees　tend　to　look　at　human
relation 　in　JTC　and　TTC　at　a　departmental　rather　than
whole　company　leveL　In　certain　departments，　leaders
create　a　subordin te－fhendly　atmosphere　to　enable　their
subordinates　to　work　in　more　comfortable　conditions．
Those　leaders　are more　likely　to　be　accepted　by　their
subordinates．　It　 eems　to　lead　to　better　relationships　in
terms loyalty　and　trust．　However，　in　other
departments，　if　leaders　have　no　interest　in　establishing　a
subordinate・friendly　environment，　this　may　result　in　an
unpleasant　relationship　between　leaders　and　subordinates，
which　may　fUrther　make　it　difficult　to　maintain　loyalty
and　trust． As　one　int rviewee　points　out，（J）‘‘．＿．．some
le ders　in the　company　do　not　consider　the　feelings　of
their　subordinat ．＿．．．I　don’t　think　they　are　good　leaders．
There　is　no need　to alk　about　loyalty　and　trust．．．．．．”
In　order　to　make　the　question　of　loyalty　more　specific，　it
is　imperative　to　divide　the　question　into　tWo　parts．　The
first　part　asked　the　interviewees　whether　or　not　they
believe　loyalty　exists　between　the　leader　and　the
subordinate．　The　second　part　was　to　ask　fbr　fUrther
de ails　such　as　to　whom　loyalty　was　owned　and　why．　In
answering　the　first　part，　the　interviewees　fell　into　two
groups・　On 　group　does　not　believe　there　is　any　loyalty
between　leaders　and　subordinates．
　　　　　（J）‘‘I m　not　loyal　to　anyone［in　the　company］．　I
am　working　fbr　mysel£　In　other　words，　I　am　working
fbr　the　salary．”
　　　　　（J）　‘‘It　sounds　like　the　samurai．　　Personally，　I
don’t　fell　 ny　loyalty　to　the　company　or　anyone　in　it．
There　are　still　some　people　who　feel　loyal　but　if　you
want　me　to　work　hard　for　the　company　and　then　die　just
t 　show　my　loyalty　to　the　company，　I　will　not　do
that＿＿do　fbreigners　think　Japanese　workers　have　such
INational　Culture　and　Leadershi．
　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　　論　文
81e・in・Eaぷ’．、4sian・Countrieぷ．・Evidence　ro〃t　Ja　an・and・Ta加an
atendency？”
　　　　　（T）　‘‘Loyalty　is　less　important　nowadays，
especially　fbr　young　People・　If　companies　want　us　to
be　loyal　to　them，　they　have　to　show　us　something　which
makes　us　feel　it　is　worth　doing　so．　So　far，　I　have　not
seen　any　of　this　in　this　company　To　me，　loyalty　does
　　　　　　　　　ハうnot　eXlst．
The　other　group　showed　that　a　certain　loyalty　exists　at
the　organisation　leveL
　　　　　（T）“．＿＿generally　speaking，　I　think　loyalty　more
or　less　exists　in　the　company．”
　　　　　（T）“．．．＿in　our　department，　I　feel　everyone　is
quite　loyal　t　the　company・”
　　　　　（J）cc．．．．．．［being　loyal］is　a　principle，　but．．．there　are
certain　difference　between　individuals．”
　　　　　（J）‘‘Ithink，　as　long　as　I　am　an　employee　in　the
company，　being　loyal　is　very　important・”
The　second　part　of　the　question　was　put　to　those
interviewees　who　believe　that　loyalty　exist⑨in　the
company．　They　were　asked　whether　they　attribute　their
loyalty　to　their　leaders　or　the　company，　and　why．
　　　　　（J）‘‘［You　have］to　be　loyal　to　the　company…　It　is
like　we　are　in　the　same　boat　and　everyone　has　to　be　loyal
to　it．．．．．．if　you　don’t　like　to　behave　like　that，　you　still
have　to　do　it．．．until　you　can　find　another　boat　to　move
to．．．＿However，　you　can’t　only　be　loyal　to　your　leader
because　when　your　leader　is　moved　to　another
department　or　a　different　branch，　it　is　unusual　fbr　you　to
go　with　him．”
　　　　　（J）‘‘Iam　loyal　to　the　company．　The　reason　fbr
this　is　that　if　the　company　goes　bankrupt　I　will　loss　the
job．＿．．1　have　to　think　of　my　fUtUre．”
　　　　　（T）‘‘In　fact，　we　are　supposed　to　be　loyal　to　the
company，　but　many　people　tend　to　be　loyal　to　their
leaders．”
　　　　　（T）‘‘Ifeel　that　most　of　the　leaders　in　the　company
tend　to expect heir　subordinates　to　be　loyal　to
them．．．．．”
From　above，　we　can　see　that　loyalty　tends　to　focus　on
leaders　in　TTC　and　on　the　company　in　JTC．　It　provides
evidence　that　Chinese　peoPle　tend　to　be　loyal　to　a
particular　person　and　Japanese　people　tend　to　be　loyal　to
agroup．　This　brings　in　the　key　issue　of　personal　ties．
Interviewees　were　asked　in　what　way　they　would　treat
their　boss’s　children　or　children　of　their　relatives　and
伍ends　if　they　were　their　subordinates．
　　　　　（T）‘‘Personally，　1　would　respect［my　boss’s　child］a
bit　more．．＿．but　as　far　as　appraisal　is　concerned，　I　would
treat　him　the　same　way　as　everybody　else．　I　wouldn’t
want　to　satisfy　one　person　and　thereby　displease
others．．．but　if　I　was　told　he／she　was　the　boss’s　child，　I
would　be　more　respectfU1　in　attitUde＿＿”
　　　　　（T）“Iwould　 xpect　more　of　him／her　because
he／she　is　going　to　be　the　boss　of　the　company　in　the
fUture＿＿”
　 　　　（T）“Ithink　there　are　some　differences［of
leadetship　style　when　dealing　with　boss’s　children］．　It
doesn’t　mean　being　strict　or　pampering＿．but　they　are
another instmment，　another　shortcut［to　achieving
lead，，・，。，　iii・n・g・…g・al・］＿＿wh・n　y・u・・e　inv・1・・d
in　decision－making，　you　can　let　them　help　you　and　it　will
save　a　great　deal　of　time．　When　they　go　home　they　will
discuss　it　over　dinner　with　their　parents［the　bosses］，　and
the　decision will　be　made．”
　　　　　（J）‘‘Iwould　try　to　treat　them　the　same　as　other
staff　but　it　is　difficult．　If　you　think　you　can’t　treat　them
different y　such　f elings　actually　do　make　you　treat　them
differently，　don’t　they？　As　long　as　you　are　told［who
they　are］，　the　leadership　style　towards　them　will　be
different　from　that　towards　others．”
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　　　　　（J）‘‘Iwould　change　my　leadership　style．1　would
be　stricter　with　them”
When　it　comes　to　how　the　leaders　would　treat　their
relative’s　or　friend’s　children　if　those　children　were　their
subordinates，　answers　from　the　interviewees　are　slightly
different　from　those　presented　abOve．
　　　　　（J）‘‘Ithink　the　persona｝feelings　would　get　in　the
way，　which　would　make　me　treat　them
differently＿．．．1’d　probably　treat　them　a　bit　more
gently＿but　in　fact，　in　Japanese　society，　being　strict　with
them　is　more　common．．．．．．”
　　　　　（J）‘‘Iwould　be　stricter　with　them＿because　if　they
were　my　relative’s　or　friend’s　children　it　would　be　easier
for　me　to　be　frank　with　them．．．Iwould　also　want　them　to
work　hard　and　be　successfU1．”
　　　　　（T）‘‘Iwould　try　to　avoid　such　a　situation　because　I
wouldn’t　like　my　relative’s　or丘iend’s　feelings　getting　in
the　way　ofmy　leadership　style．”
　　　　　（T）“＿＿because　of　pressure廿om［relatives　or
倉iends］Iwould　go　easy　on［their　children］．
4－1－4　Leader　versus　Manager
The　question　designed　to　ask　people　in　TTC　and　JTC
about　the　definitions　of　the　leader　and　the　manager
resulted　in　a　range　of　responses：
　　　　　（T）‘‘Idon’t　think　they［leader　and　manager］are
very　different．”
　　　　　（T）　‘‘＿＿．if　you　would　like　to　consciously
distinguish　between‘leader’and‘manager’，　they　sound
different．　　But，　in　fact，．．．．．．there　aren’t　so　may
differences　betWeen　them．＿．．in　some　meetings　1　do　feel
there　are　some　differences．．＿．but　at　my　level［middle
manager］and　the　level　lower　than　mine，　it　is　difficult　to
identify　what　those　differences　are．”
　 　　　（J）‘‘＿．．．a　leader　and　a　manager　both　deal　with
managerial　work．　I　th㎞k　the　problem　is　due　to　the
translation　from　English＿．＿it　is　difficult［to　tell　the
differenc 　between‘leader’and‘manager’］．＿．．but　1　feel
that　a　manager is　higher　than　a　leader　in　organisational
hierarchy”．
However，　some　interviewees　regard　‘leader’and
‘mana r’as　very　different．
　　　　　（J）‘‘．．．the　difference　is　one　of　authority．＿＿．in　fact，
in　our　company，　we　don’t　have　a　fbrmal　position　called
‘leader’．＿．．the　authority　ofaleader　is　lower　than　that　of
　　　　　　　　　amanage「・
　　 　（J） ‘‘＿＿th y　［leader　and　manager］　are
different．．．．．．the　role　of　‘leader’　in　Japan　is　often
perfbrmed　by　senior　colleagues．＿．．．”
　　　　　（J）“We　can　use　the　metaphor　of　a　baseball　game　to
se 　the　role　of　the leader．．．．．．the　role　of　the　leader　refers
to　the　catcher．　He　views　the　sitUation　during　the　game
and　tells　the　members　what　kind　of　movement　to
make．．．．．．The　manager　is　the　head　ofthe　company．　He
plans　and　manages　the　company．＿．．In　the
organisational　hierarchy，　the　position　of　the　manager　is
higher　than　that　of　the　leader．”
　　　 　（T）　‘‘lt’s　a　huge　question．．．．．．I　feel　leader
sometimes　refers　to　personal　charisma．　His　real
position［in　the　organisation］is　invisible，　but　he　is　the
symbol　of　a　team＿＿on　the　other　hand，　manager　seems
more　visible　and　concrete　to　me．　The　company　glves
you　this　position［managerial　position］and　you　have
duty　to　make　the　team　work　we1L”
　　　　　（T） ‘‘Personally，　I　feel　they　　are　slightly
different．．＿．the　role　of　leader　is　to　lead　the　whole　group
in　a　direction＿．．．to　schedule　the　long－term　and
short－t ㎜scheme　for　the　group．．．but　the　role　of
manager　tends　to　focus　on　implementing　daily
tasks．．．．．．”
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4＿2Findings
Fi。di。g・fr・m　th・・e・ea・ch・・e・unim・d・p　b・1・w・
4．2－1Power　Relations
1。g・nera1，　th・leadership・tyl・i・TTC・essenti・lly・ki・d
。f　p・t・m・li・m，　t・nd・t・b・m・・e　aut…ati・th・n　th・t・f
JTC．　This　paternalism　allows　leaders　to　do　whatever　they
wish．　For　instance，　ifthe　leader　is　not　satisfied　with　the
decision　he　has　made，　he　can　easily　change　it　whenever
he　wants，　even　after　announcing　it　to　public・　This　tends
to　cause　a　certain　amount　of　confUsion　amongst
subordinates．　However，　they　seem　to　be　used　to　such
situations　and　know　how　to　cope　with　them．　The
subordinates　do　not　apPear　to　feel　unduly　stressed，
although　they　do　think　that　these　situations　should　be
avoided．　Nevertheless，　no　one　mentions　exactly　how　to
avoid　them．　From　the　interviews，　it　may　be　concluded
that　the　subordinates　know　it　is　difficult　to　change　such
leadership　style　because　it　is　eml）edded　in　Chinese
culture　and　rooted　deeply　in　the　mind　of　the　Chinese
leader．　In　contrast，　such　cases　were　not　observed　in　the
JTC．　This　kind　of　leadership　style　is　not　permissible　in
Japanese　culture．
These　interesting　findings　supPort　Hofstede’s（1980a）
stUdy，　which　suggests　that　pOwer－distance　in　the　Chinese
context　is　higher　than　in　the　Japanese　context．　They
also　underpin　WestWood　and　Chan’s（1995）argument
that　the　power　of　the　leader　in　Chinese　organlsatlons
cannot　be　challenged．
4－2－2Decision－mal血g
The　findings　reveal　that　the　top－down　decision－making
system　still　remains　in　the　TTC．　Leaders　in　the　TTC
either　do　not　like　to　take　their　subordinates’oplnlons　lnto
account，　or　only　consider　certain　subordinates’opinions
mainly　because　the　leaders　at　the　top　have　the　vital
infbrmation　and　control　everything　that　hapPens　in　the
company．　For　instance，　as　one　interviewee　mentioned・
pr（）j　ects　ca皿ot　be　implemented　without　being　apProved
by　th・tgp　lead・・s・Th・1・aders　a・e・e1・・t・nt　t・sha「e
the　vital　infbrmation　with　their　subordinates，　and　for　this
reason，　they　do　not　think　it　is　necessary　to　take　the
subordinates’opinions　into　account・　In　addition，　the
top　leaders　in　the　TTC　are　also　the　owners．　From　the
Chinese　perspective，　especially　in　the　CFB，　the　owners
believe　they　have　the　right　to　make　decisions，　since　they
have　raised　the　capital　to　set　up　the　company．　If　the
decision　turns　out　to　be　wrong，　they　have　to　carry　the　fUll
burden　of　responsibility　and　are　unable　simply　to　leave
the　company，　whereas，　the　employees，　including　certain
managers．and　subordinates，　can　easily　resign　from　their
current　position　and　search　elsewhere　fbr　employment．
In　 he　JTC，　shareholders　do　not　actUally　join　the
manageme t　a d　most　of　the　managers　are　not
shareholders．　Therefbre，　everyone　is　able　to　contribute
their　ideas　to　the　company，　and　those　in　managerial
position 　a so　have　to　listen　to　the　opinions　of
subordinates．　　They　do　this　fbr　the　purposes　of
maintaining　harmony，　although　perhaps，　they　may　not
take　these　opinions　seriously　into　account．　A　number　of
interviewees　claim　that　sometimes　the　final　decision
differs　fヤom　what　they　and　colleagues　have　suggested．
4－2－3】L yalty
N・w・d・y・，it　i・di伍・ulい・d・m・nd　l・y・1巧丘・m
subord｛nates．　This　research　suggests　that　apart　from
those　who　do　not　believe　in　loyalty」the　o句ects　ofloyalty
in　TTC　and　JTC　are　different．　　The　loyalty　of
subordinates　in　TTC　tends　to　be　towards　a　particular
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individual　such　a　leader　or　a　manager．　Such　a　situation
is　rather　common　in　Chinese　society．　This　results　in　the
situation　in　which　subordinates　leave　when　their　Chinese
managers　leave　for　another　compan）r．
In　the　JTC，　the　loyalty　of　the　subordinates　is　to　the
company・This　may　be　due　to　the　fact　that　frequent　j　ob
rotation　in　the　organisation　makes　it　dif丘cult　for
subordinates　to　be　loyal　to　a　particular　individual．　This
廿equency　of　job　rotation　is　partly　the　product　of
Japanese　culture．　Of　course，　subordinates’loyalty　to
the　company　could　also　be　explained　by　another　aspect
of　Japanese　culture，　mentioned　above，　namely，　people’s
tendency　to　be　loyal　to　a　group．
In　the　literature　review，　it　apPeared　that　loyalty　in　the
Chinese　context　is　towards　to　an　individual，　while　in　the
Japanese　context　is　towards　to　a　group．　The　present
findings　support　that　view．
4－2－4Leadership　Style　versus　Personal　Ties
From　the　research　data，　it　is　clear，　that　leadership　style　is
influenced　by　personal　ties．　Both　Chinese　and　Japanese
leaders　tend　to　use　different　leadership　styles　with
different　people，　in　particular　when　personal　ties　are
involved．　However，　leaders　in　Taiwan　behave　slightly
differently　from　their　Japanese　counteq）arts，　mainly　due
to　the　cultural　differences　betWeeri　the　two　countries．　In
TTC，　leaders　tend　to　pay　more　respect　to　their　boss’s
children　when　they　are　their　subordinates．　The　reasons
fbr　this　are　related　to　the　leader’s　personal　interests，　such
as　the　desire　to　have　one’s　own　decisions　accepted，　the
desire　for　promotion　and　so　on．　This　also　indicates　that
patrimony　is　still　strong　in　TTC．　Leaders　regard　the
boss’s　children　as　small　bosses，　not　ordinary
subordinates．　However，　when　the　question　involves　the
leader’s　relatives　or　廿iends，　the　answers　change
dramatically．　In　order　to　avoid　pressure　from　their
relatives　or　friends，　leaders　tend　to　treat　them　rather
l niently．　On　the　other　hand，　in　the　JTC，1eaders　tend　to
treat　their　boss’s　children　and　relative’s　friends’children
alittle　strictly．　The　reason　fbr　this　might　well　be　that
Jap n e　leaders　hope　their　boss’s，　relatives’and　friends’
c ildren　will　be　successfUI　in　the　fUture．　Therefore，
they　 end　to　require　them　to　improve　more　than　others．
4・・2－5Leader　versus　Manager
Although　it　is　di伍cult　to　obtain　a　single　definition　fbr
each　of　the　terms　leader　and　manager，　f士om　the　data　we
can　still　see　that　the　concepts　of　leader　and　manager　are
rather　different　in　TTC　and　JTC．　From　the　present
research，　this　seems　to　be　most　apparent　when　we　look　at
organisat on in　t rms　of　authority．　The　order　in　terms
of　degre of　authority　in　the　organisational　hierarchy
廿om　top　to　bottom　in　TTC　is：leader，　manager　and　then
staff　in　JTC　it　is：management，　manager，1eader　and　then
staff　This　means　that　leaders　are　ranked　at　the　higher
level　in　TTC　and　at　a　lower　level　in　JTC．　This　is
evidence　of　 he different　interpretations　of　the　meaning
of　leader　and　manag r　in　Chinese　and　Japanese　contexts．
　　　　　　　　　　　　　　　　　　　　　　　 　　●
5Conclusion
W 　have　outline 　the　relationship　between　leadership
and　culture　in　small　and　medium　Taiwanese　and
Japanese　trading　companies．　The　result　of　the　present
research　clearly　shows　that　leaders　in　small　and　medium
Chinese　trading　 ompanies　behave　differently　form　their
Japanese　co皿 rparts　with　referenbe　to　the　four
categories（i．e．　power　relations，　deCision－making，　loyalty
and　leade 　versus　manager），　and　also　shows　that　this　is
the　result　of　their　distinctive　cultures．　　Finally」　the
research　proves　that　Asian　cultures　should　not　be
regarded　as　identicaL　The　part　played　by　ConfUcianism
fNational　Culture　andLeadershi
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in　Chinese　society」and　ie　and〃lura　ln　Japanese　soclety
shows　that　there　are　still　clear　cultural　differences
between　the　two　countrles・
In　this　research，　gender　issues　related　to　leadership　styles
have　not　been　explored・　However，　it　would　be　an
interesting　area　fbr　fUrther　research　to　examine　whether
or　not　different　gender　results　in　different　leadership
styles，　and　the　extent　to　which　leadership　styles　are
affected　by　gender．　While　conducting　research　in
Taiwan　and　Japan，　it　became　clear　that　the　younger
generation　of　leaders／managers　is　heavily　influenced　by
American　management　culture．　Another　possible　area，
therefore，　would　be　to　consider　the　extent　to　which
different　age　groups　of　leaders／managers　have　different
leadership　styles．
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